DOCDHEHT BESUHE 



El 009 437 

Goble, Nick 

Getting Good Board Members and Holding Then. 
26 Feb 77 

9p,; Paper presented at the Annual Meeting of the 
American Association of School Administrators (109th, 
Las Vegas, Nevada, February 25-*28, 1977) 

MF-$0,83 HC-'$1,67 Plus Postage, 

♦Board Candidates; Board of Education Role; *Boards 
of Education; Elementary Secondary Education; 
Information Dissemination; *Inservice Programs; 
♦Orientation; School Community Relationship; School 
Districts 

Although serving on a school board is frequently a 
thankless and difficult task, good board members must be recruited, 
since the elected school board is a cornerstone of our representative 
form of government and is a central element of local control* A 
recent increase in board member turnover is assignable to the large 
amount of time it takes to adequately perform board functions and to 
the frustrations with outside forces impinging on board members. 
Board members have experienced increased harassment in the form of 
union and taxpayer activism. The author suggests six ways to identify 
potential board candidates, including working with citizen committees 
and parents groups to find interested people. He advocates the use of 
local, state, and national orientation programs, as well as 
continuous inservice training, for board members, (Author/DS) 
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PHV.SENTETJ: Nick Goble, director ot l^ublic KCiauions,. reiiiii5>'±vuu±ci oi^uuuj. 
* » \ Bocirds Associati on ' u s department 0:= health. 

TOIMC: "Gottinj', Good boarS M^MnbcTs and Holding, Them" ,^AT,oti^ALm*riTUTE^^^^ 
. TTMi:: Saturday, icb . 26, 8:00 a.m. "''T^'bfen «ep«o- 

/. rLACr. : Room 23, Convention CenLor '""'A -^''I^k'^.'c^tly aTUc^^ 

^- rROGRAM: Pap.e 44 ^V'. " po-ntso^ v.f /. op opin'ons 

Our v;orki:;]u)p topic for this national n:eotinj^. is certainly appropriate. "Getting 
Good P;o:-.7-d V.c-^bers and Iloldin- Tbcn" is tlie very corner stone of 1k)v: p'ablic education 
functions :in our ropresenlat: ive foru of £0vern:?.ent . 

Servir.,^, on a school board these days is a thankless and difficu.li: task. Tlie jol^ 
is unpai.l fa few states provide sone token stipend), entails both a great deal of 
O^frustratioa and many liours of a board neiiiber^s personal tine to fulfill this public 
Q>sSer vice . 

Board nenbers anJ admini st ratiovs are caii.hr bctwcc-n tlu« escalalir.i, demands of Teacher's 



\or':"'an I:; a. t ions 



for pay increase an.l i.iorc^ .r-li.;.;0 l.-ncfits on the: one liand . 



Oil the other. 



tUtiioy are under pressure from their constituents to hold down taxes. At tho sane ti:ne, 
thoy nusl- comply v.rilh increa.sing ]av;s ana directi.ves conccrnin,^. sucli things ar bussinj-., 
food service, buildinc'. codes, foJ.eral ouidelines, court orders and a hnst of other r.anJates. 

It is little wonder th.al nationally v;c have experienced an increased turnover of 
school board ne-.bers. 3 'ir. sure that thore adninir.l raters in the audimce v;ouUl a.rrae 
that consistent turnover does net provid-a the hnowledr.eab U- and stable base on the hoard 
to achieve ede.cat :i ona 1 p.oa.lr- a.nd objective:;. 

Before wo can examine so::-e pes::ible .solutions to our worhsliop topic today, lefs 
look at why incumbent;; refuse to run and ui.y they are dcfoatod in their bids for 
T eel ec t i on . 

TlMi; Irie Most rcccrtt si:rve)' 



bv our A';so..-]:!t shows th:it ov-i" lialf of cur -1 , ^.Of 



.pr...a ')() 9;- a th fi; 



n .-n 1 vner. of sch:eul i^oard duties. 
That's tlie ee/aivalent of lialf of a, i:;>r:::;]. \:or\. ia-.i , 

CO 



also dirrctur of ruhlic r.la:i.,a. for i a:.;>lvai.,a S;;.-! K..a.>b. \-.ac.at:.e, 

Q '11? North Sv.:ond St rc-l , n.-wrisbur;- . i'-v.:.-,;' 1 .'^^ ■: ; a 1/101. 



- Nick Goblc is },;c:sideat e^ ll:" Na t ' era 1 _ S 'h :• . 1 'nblic 1 a t i ens 
J) 
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As an cxaiTiplG, a board prc:;iclent in one of oiir average size cities kept a close 
record of his scliooL board duties in 1[/7S. 

He attended 231 meetings, answered LOO pliono calls and j^^ave more tlian 64 3 lioiirs 
of his time to scliool affairs, That K:..ri.er figure is ecpial to one extra work week a montlu 

FK!JSTrv.Vn ON Scliool directors are frustrated \.-ith outside forces tl^at impinge 

on their policy-making role» I cite the report of a blue ribbon coiMnission formed hy 
our Association in 1975 to study local lay control of the ])ul)lic scliools. This report, 
whicli Ins 7X'ceived iiational attention, focused on seven factors that have tended to 
erociC local lay control of education in our state. Similar studies h'j.vc hccn conducted 
in otlier states. 

'liie report, and accoinp'.nyi ng recommendations to reverse tiris ti'cnd, identified 

these seven ractors as: 

o Some ineffective school boards. Some boards, and tlieii' administration, 
have not dc;;tonstrated tkic initiative or leaderslii]) to challenge special 
interest groups who wish to reduce the policy-making authority of boai\l5. » 

• Prob]ci:r; resulting from consolidation. barge scale consol j cb'! t i on of 
school (iistricts in iho ])ast IIJ years have diminislied tiiu clnsen;.*ss 
of home-school partncrshi]> of a decade ar,o. 7his has resulted in in- 
creased communication pro])Je:;is between the citizenry and. school ma:- :ig(-ment . 

o Increased legislative m.nndates. This factor s]K-al:s for itself. An an 
cxcj j'llcr, our Association will typicall)* rej^ort, review and ma]:e co::^:i5C/ht 
on some SOO educational related legislative propor.als in one year. 

• Increased rent ral lzchI conti-ol b.y state ageri^ies. I do not have to tell 
you that otli-r g^rcuips are atter.i^ting to usurp the prerogative's of local 
sclio'ol boards. Tiicre is a definite tlmaist for more con I ral i :'.eLl crp.trc>l 
at tlie state level , 

o {-"mp 1 oye va) i c r. i i-.a.t ion. Co licet i ve barg,a i n 1 ng, 1 a.v's liavL* abr i ^Ig.c-d t h ? 
authori \ y of scbiOol boards i n many cases . 'I'lic 1 a rges t un ion i n. 
Pernisy iVvu; i <i , larg,er than tlic U. S, Steel V.'ai-ker:; and otliei' j)i'i\':ito 
luiions, ir'^'.lie teachers union. Tlieir fiiianc^al resources ajid political 
cl out a re fori.; i :iabl e » 

if Judicial clcc i s i ^^iis . Litigation ]ia. s reiailted in i-educcvl j^') 1 i ry i" K i ng, 
authority of hoards. l:ri])loyo leave, L-(tnt rol o [" leecMtb,, ('■i-j^la}*c a:vJ 
student ri^'.btr. - Inave l^cen acr.'Lrsely affecUid. ]')' lab;;r i^oaivl ruliii/S, 
arbitration awa]"dr. and otlvjr coii.^^t car.er^. 
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• I ncreased e d ucationa ] > costs. All of the above items luivo resulted i-n 
greatly increased costs for public cducatioiu A n-.oie cr.iriral attitude 
by taxpayers has resulted m a steady decline of public conrideuce in 
public education » 

ii;\i^ASsSMHNT- --Anofher f:x.tor besic^ts increased time on scliool board duties and 
increased frustration v;itli erosion of local control is tl^e serious reality of personal 
harassment » ^ 

Union and taxpayer activi^...t have re^julted in consistent ])oi?.bai dinent of public official: 
at lio:ne and work. As you know, Pennsylvania lias led tlie nation in tlie nu:nber of school 
strikes during the past six years. It h^u: not been an unco]:i;rion p7\nctice for ei;iploye groups 
to picket board i:ieuibers at tliuir residence and place of work. Threatening phone calis, 
tire slashing, int inidat ion liave been coirjnonplace - not just isolated incidents » 

Furtlicr, employe groups }iave actively cai:ipai?',ncd , w.itli man]^ov;c nnd financial resource 
to unseat bo:trd luCnbers and elect tlieir own ineiiibers to tlie ])C)ard» Our riCTiibershi p data, 
show- the lari;est occupational classification to be profehsional educators (tcacliers, 
public and pri\'ate, and otlier schoc^l e:,;plo>'es, collep^c or university instructors, etc.). 
The next three groups in order were corporate execut i ves/i-ianagtu's (11^.-), engineering/ 
technical (10"!:) and liousewi f e ( 1 01 ) , Of tliis latter group, many \-;cre former te:irh::'rs 
or held educational related position's, 

Th.nigli I li:ive 5;]-)ent considerable^ tir::e on tlie prol»le:.i, 1 think this is very i:nporta.t. 
if we are to look at possible scjluti c:is arid suggestions to our topic, 

}'iirthc-r, \\\y sug,j',est ,i ens will not see;n i::Lportant, or even appro^'T i at e , unl(:ss you 

and r.lV C0;leac'UC?S on this 'i^nrlC?! cm c^/ie t ri t})i^ rini:k'riif7-it ;j 1 nnTi-p^ir-nt : Our ^y^1fn of 

local, ] a\' - con t ro 11 c:d , free ]^ur'li-': e.iu'.Mtiuu is wort'ny of ''.uj^nort and should l;e ]u*eserved 
and ]MX>;::"0 L e J. , 

IDHNTIkVIN': k:'A) kIT kMITi:::.; ClTi::i:NS to ^WX- kOARP. This IS a tougli area, especially 
for adn i n i s I rat o r'S . So:;e wc^uld say it i r. ]-'jlltici] ^.uici^hJ IT-r supi^r i enden t s to pror'^ote 
and cncour:ige j^eople to run for sclv):^l hu:ird r:'.;,^.k: • r . I \;au 1 d ^i^M'cc, I'ut the^re are sup.e 
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ways to identify ])otentiril scliool board candidates. 

• ( ^"itiz c n c.o r.nnittees . Such corjnittces, and o'.hcr l)o:ird appointed 
conmisslons ,can be fertile p.roups for ideat if yi nj^, potential candidates 
for the board. Such groups, vho serve on belualf of the board in planninj', 
and evaluation, receive a first -lumd education of tlie 0])eration of tlie 
board and the school district's successes and problems. 

® ^'''o^'^'^^^^ v; i th ot lier lo^al ]ni blic o fficials. As a standard practice 
school ad;:tinis tration and tiie scliool bo:~d should be rej;ularly com- 
municating and periodically meeting with borougli, township and other 
municipal officials, 'ibis is necessary from a practical standpoint 
in future planning arid the day-to-day operation of the schools. This 
dialogue is important where school l^oard members are appointed or con- 
finned by other governmental units, such as m^ayor or city council. 
But his liaison activity can produce otlier highly qualified candidates 
for tJic school board. 

e l^a_rent^^n£oupf, . Our data shows that most C)f our current school dii'cctors 
have children in tiie public schools. Generally people come forwai\l to 
school board service when their youngsters are in school. lni]:>rov<.:d 
communicatior.s from tlie scliool district to tliese groups is aP.othor 
method of possibly identifying^ potential school board candiidates. 

• groups. Lett's face it. Often taxpayer groups, or otlicr ad 
hoc cor.ununity j)ressure groi:ps sui'face and successfully elect theii- 
candidate. Openly co::i::njnicating and working with such groups is 
extremely important. These people are often very sincere, but som.c^- 
tiines quite unifoi'm.ed. Harly cc»nstructi vc relat lonsliij^s wi th t]\v. 
leadersliip of such groups can develop into effcc.itve school board 
service later. 

• Ot^her coinniunity grou]vs. Civic, professi o!ial and sc)cial organizations 
are c o n s t. 'ai t ]y loo k i n g^ f o r t' C)g r am i d e > . \\] i y not a ]) ro g r a. m o r a ud i o - 
visual ]M^esontation tli:it looks at t'ne role and responsibility of tlie 
local scjiool boai\l. Such a ]:>resen 1 at i on will (1) improve the general 
public undc:i^st anding of tlie loca.l scliool board; (2) and could encourage 
qualified candidates to co::;e forward. 

^ ^^l^li'l'L^ Jl^ '^£li^ • '^'^'^ scb.ool dist7mcr, thT'Ougji its ad;:i i n i st rat i on , 

should be a rcaJy reference banl: of school ■ V.oard i n forriat i on , duties 
and i-C'spunsi bi 1 i t i es , ope t i n^; pol i c i : s , an.l gene ral info ri:Ki lion. 
All y c 1 1 1 i'. 1 i i i 1 L c J L- > I I .* . 1 III Ml ! I i 1 i 1 1 \\ f r l].*.' ^ c a ' 1 o 1 h:) a r d s ii o u 1 d be able 
to receive a packet of in for:;:at ion. \ro:: loc::l officials. l*i 1 ing dates, 
elect.ioj'' ])rocedu!-es ^ el i g i 1) i 1 i ty , coe-:- c ethics, etc., can he' easily 
]")u 1 1 e d to g e t h o r , S t, t e s c1". : ) o 1 b( ) a y s a : " s : > c i : i t ions and o 1 1 1 e r s t a t e 
agenci es lia ve pub 1 i c se j'v i cc packe t < t k:-. t can suppl er.ient v;lia t i s 
devel OjK'd 1 oca II}'. 

f ■ • 
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Our Association has developed a very good fllmstrip reviewing; the duties and respon- 
sibilities of local scliool officials. This 20-minute presentation can be used locally 
and statewide and succinctly provides an overview of school board governance. Otlier 
states are dcvclop.ing such a presentation and you may want to cliech witli your own state 
school boards association. 

PRn-SHRVICn .^\-D IN-SERVICE TRiMNING. One of tlie strengths of local control is that 
meir-bership on scliool boards is diversified - that is people liave varying backgrounds. 
-Rut board nembers are laynien. Practically all of tliom attended or participated in the 
public scliools. They usually come to tlieir new duties with some fixed idea of wliat tlie 
public schools did to them or for tliem. Generally tliey have no no^.ion Oi effective 
boardnanslrlp. Therefore, wide range of 1 ocal state and national orientation proc^ran^s . 
and continuous in-service training are imperative if you are going to attract and hoop 
good, well informed l^oaixl members. 

Our Association regularly provides some 30 regional inservice programs on a wide 
variety of subjects tliat wiJl complement those activities at the local level. In the 
interim between when boards are elected and^ wlien tliey nvc officially seated we run a 
series of regional workshops for new board members. 

Some of tlie important concepts we attempt to translate to these people .in our 
pro-service training are: 

o School board members are state offici:ils. Tlunigh elected locally, they 
serve on behalf of the state legislature. 

• School boards are a unit of loc.n government the only such unit impelled 
out in our state constitution. 

p School boards are a legislative body, emjKv^viM^ed to set policy witliin 
the framework of the state legislature. 

e Scliool directors represent all the ju^oj-le wjt^:in th.c co:\:::ur: it)' , nut a 
particnla.r segment. 

o Board menil)ers must study nil matters ])resented to then in view of the 
needs of the coromun Ity , not just a particular seg,;:icn.t . 

(•> 
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• Board moinbers must become thoroii^>lily ^aniliar \<irh the policies and 
function of t}ic. hoard. 



• Boards arc not ^ulministrative l)odies, Xeither should tliey bo "rub])cr 
stamps'' for professional educators,. The fijie line between policy and 
administrative implementation requires ''asking the good question" and 
being fully informed, 

• Boards sliould recognize that they represent the public interest. When 
someone asks, "who represents the kids'.'", tell them you do. No one 
else is legally charged to do tliat. 

• Boards should liire superintendents and administrators who t liorougliiy 
understand tliat their role is "to carry out public policy". Selecting 
competent administrators v;ho recognize these responsibilities is one 
of tlie boards most important functions. 

0 Hvaluation of the administratirn and district employes should l)o 
accomplislied on a regular and systematic approacli tlirougli exis^Jng 
policies, 

6 Scliool boards liavo tlwee inain responsibilities: (1) pkiunincr^ (2) makin 
policy or passing legislation and (3) evaluation, 

CONTINUiiD ORTliNTATIOX , liffective boardmanship is a continuous, ongoing, learning 

experience. Orientation is just the beginning of th:it process. Before offering any 

suggestions for improved orientation there arc four points I would lil;o to make, 

(1) Our research clearly indicates tliat it takes at least two years of 
scliool board service before l^oard p.ombers gain tlie background and 
confidence to perform effectively and conf iJc-nt ]y. Consequent 1 y , 
t he pre-s ervJce time ]-)er iod and the first fc.v >ears o'r~]K^i^\ri^Tv''v\y:c 
are most i mpor t a nt : n d eve i op vA~]^oTi'~c^l'Q ado riTifiTr ~ ' 

(2) Many school officials lament that inscrvice traijving at tlie loca.l leve 
is prol)al)ly tlie weakest. Ihcrefore, state levol rc-so-.rces sliould. 
comp] ei-ent , and support local d i s t r i cT 'r^Ttl t~i es""7i^ Td ~ cdu™7r!'on.':T v vov, 

(3) hocal boards sho'.ild set as" do ade(|U'.ite funds in tlie budv^et to support' 
local, state aiul nation:^ I t ra i a i n;; r rc /;r/:^s f orn^iT/rii'e'j-iTrir ^s'dVo'ol 

Board members setting: ]X)ricy for these -rai 1 1 i -mi 1] i on dollar enterprise 
must be informed. The}' cnnnot make wise dt.:ci:;ion5 in a vacuu::i. 

^'^^ ^^^^^^J^lL ^J^^l^^L^Lli^J^ '"^^'^^"^'^^ brvird tr.'iinln^:^ pro r.rav.is need the sa/:": 

careful at t. ent ion , ii2 ^11^*1^ r.g a nd c c: :"i i : riTt' a c : i:e^r~*'sc hoordri'sVr'i^; t 
con .cer^ns . ' 

My notion is tliat one of the keys to retaini-ig cled;cateJ 1 oard nieml'^rs is to keep 

them infoi'mcd aiid provide them with tlie necessary tools to do an effective jot). Without 



tlioso ingredients, dedication will melt into frustration and ultimately resignation. 
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These 20 sufi^MiStioiis can either bo implemontcd at the local effort or at tlie state 



school board association level - or both. 

0 Provide board iiiombers with policy manuals, bud.^yjt infornation, related 
state laws, operational and financial data. 

• Keep the l)oard up-to-date on current long ran^e y)lans. 

9 Provide a wide variety of information on a regular b:?sis to all board 
members. (Weekly packets on curriculum reports, agendas, trends ,' etc . ) 

P Provide basic liandbooks and guidebooks on suc}i topics as scliool law, 
collective bargaining, board duties and responsibilities, and scliool 
finance. 

0 Provide clianges in rotate law, federal law, regulations, etc. 

0 Provide updates and inf oririat ion' on i)roposod state c-nd federal legis- 
lation. (Such items should be placed on board agenda, discussed and 
board positions sliould be coirjiuinicatc-d to lauiaakers.) 

• Provide board members witli signi ficant court rulings, labor board rulings 
and arbit i\it ion awards . 

1^ Hnsure that board members gain adequate background in negotiations and 
employe relations. 

• Spend time in hou' budgets are developed and aid board ::ie::ibers in becoming 
familiar v;itli state accounting procedures. 

p Provide l)oard members vvith the oppcu'tunity to rei;ulariy visit and observe 
scliool s, programs, personnel and students. (iioard members shouldn't feel 
.like they^re outsiders. Nc? j ther should board mombers take off on tlieir 
own individual "witch hunt".) 

0 Boards should rcg,ularly review and evaluate tlieir pei-form'ancc . Not 
fault-finding or finger pointing^ but "whore are we doing well and. where 
can we improve . " 

o Boards should hold yearly workshops with administrative staff, reviewing 
goals and objecti\'os and plar.nip.g. 



o Boards sliould monitor state ag.encies su;:p. as tl;e )'*eTvn7"tnent 'of hdiication, 
state board of education, ])vofessi oiia ?. sta:.d:n'ds and practices ccm:.!:;! ss i on , et 

t Jioards should bu;lget a.n appropriate air/.^.iat of i.oiioy for adeciuate inservice 
t ra i n ing at tlie loca 1 , st ate and nat i cwuil 1 evel . 

» jioards should cor.mu.r i cat e v.'itli legislators and take an active role in state 
govcrirnent through tliei r e 1 ected rc-]')re :;en t at i ves and tb.ei y s tat e scl:oo 1 
boards association. Area legislators should, be rnvited. to local boaial 
Tiicetings on a rej'ular basis. 
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• Board members sho' Id ])c invited, aiu^ be v/illin^^, to particii)ate in local 
scliool programs, octivitios and other civic affairs. 

c School boards^ should heconie very familiar witli tho scliools curricula, 
staff deplo>T7ient and other rel; -d school stati.stics. 

• Board members need to be furnished i nfori?.ation on class size, open edu- 
cation, teaclnng innovations and other educational trends:. 

• Board inembers need to be informed ra])idly during crisis and cmercency 
situations. 

In sumjnary, I have reviewed our topic today from tlirce points: (1) tho problems 
associated to why board members arc defeated or wliy they refuse to seek anotiier term 
in office; (2) a few methods of seeking and recruiting qualified board members; and 
(5) 'Some of the basics required to better inform veteran and new board members. 

Thougli we have identified many prol^lems, I sub^mit to you tliat the .'^xierican style 
of educational governance is unique. Local control of k\\o.r]caji education Ik'is kept our 
scliools responsive to the will of the people and close to tlie people. " 

IMn amazed as each election })asscs tliat we continually find g.ood people surfacing 
to new roles of community leadership, giving unselfislily of their tivA and cnei'gies. 
Our job then becomes clear: provide tliem witli tlie best, most accurate informal i o-) 
available; give them the best advice, alternatives and recommendations possil)le. I 
have cnougli faitli in the syste::i tliat tliey will make thu right decision. 
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